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Abstract 
This paper presents an ongoing doctoral study investigating the implementation of education programs carried out in 
the National Gallery of Victoria (NGV) Melbourne, Australia. Four main aspects are the focus of the study: its 
policy, organisational and managerial roles, processes involved in carrying out the programs as well as the 
implementation, strategies and approaches utilised. The study employs qualitative case study design within 
pragmatic paradigm. Methods of data collection are interviews, observations and document analysis. The discussion 
in this paper only focuses on the data derived from the interview conducted on four NGV educators, and the 
observations of their teaching sessions. 
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1. Introduction 
The term museum and gallery education is perhaps still new in most developing countries. In Malaysia, for example, 
museums and galleries are found to be lacking in clear educational policies and without specific unit or department, 
skilled and trained staff as well as sufficient funding to organize and oversee educational activity. Samihah et. 
al.(2000) clarify further that the function of these institutions are still limited to exhibiting artefacts. In their 
recommendations, they urge for these establishments to assume more proactive roles and position in the society, 
thus assisting image transformation of becoming more competitive. What is needed is the restructuring of these 
establishments with the appointment of qualified Education Officer, establishment of Education Unit and structured 
education programs so that the space and artefacts could be effectively manipulated to enrich teaching and learning, 
hence polishing the human capital.  
 
On the other hand, most developed countries treasure their heritage and see them as having unique educational 
potential.  In relation to this, the function of museums and galleries in these countries has seen massive changes, 
from being a repository of static presentation of artefact collections into active learning environment for visitors. 
With vast collection of artefacts and creative planning, museums are transformed into locations of exciting learning 
environments, infusing new and more meaningful learning experience. Australia, for example, has strong museum 
organization. Museum Victoria, for example, is the largest public museum organisation in Australia.  The museums 
under Museum Victoria provide a wide range of educational materials and programs for teachers and students of all 
ages.  Every operation is governed by a clear code of ethics. 
 
This is a working paper which aims to present the preliminary results of a study into the education programs in 
National Gallery of Victoria (NGV) in Melbourne and how these programs are planned and implemented. Four 
Gallery educators are interviewed and their teaching sessions are observed. The data derived from these is combined 
with document analysis to further enhance the findings. Central to the study are five key aspects of education 
programs: the policy, the organization and managerial roles, the processes of program implementation, its actual 
implementation as well as strategies and approaches employed in carrying out education programs. Though at the 
time of writing the results of the study have not been fully analysed, some preliminary results are reported and 
discussed in the later section of this paper.  
2. Background of the Study 
This study attempts to investigate how a gallery positions itself as an educational hub, with specific attention given 
to its education programs. In relation to this, the NGV is selected and four research objectives are identified, 
pertaining to its organizational and administrative functions, policies, the implementation of education programs, 
and the utilisation of pedagogical theories and approaches. 
 
1. Identify the structure, functions and resources behind the organization of education programs.  
2. Examine the policies involved in establishing education programs. 
3. Analyse the education programs organized. 
4. Uncover the rationale of educational theories, strategies and approaches utilised  
 
The selection of NGV as the subject of the study is fitting. The gallery, despite its high reputation in displaying art 
works of Victorian and renown international artists and highly sought after temporary exhibitions, also has been 
utilised by teachers and students around the state for educational purposes.  
3. Literature Review 
The question of what museums are for can simply be answered by understanding the function of the museums itself. 
7UDGLWLRQDOO\PXVHXPV¶SULPDU\IXQFWLRQLVWRH[KLELWREMHFWVDQGartefacts of the past. However, the change of its 
role allows for the philosophy of museum to be viewed from educational perspectives. Museums provide unique 
setting for the teaching of many subjects. However, this requires the museum educators to establish a philosophical 
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framework which outlines specific criteria to be followed during the development, implementation, and evaluation 
of museum education program (Caston, 1989; Samihah Khalil, 2000). 
 
Learning can only occur when visitors are able to connect to what they already know and draw associations between 
what they bring to the exhibition and what is presented. Artefacts and objects from other parts of the world can be 
gathered and exhibited in exposing the children to the samples of objects (Isa, 2004). This could help children to 
understand different cultures, instilling the sense of respect to people of different ethnics and origins. As the public 
museums emerged during the nineteenth century, one of their priorities was the education of public; museums as 
pedagogic organisations can be used to expose large groups of people to culture, to those finest works of art that 
society has produced (Eilean  Hooper-Greenhill, 1994a) 
 
Teaching and learning in a museum setting requires knowledge of the museum field, as well as knowledge about the 
field of education (Caston, 1989). In this light, museum educators must have at least a basic understanding of 
education so that he or she will know about the environment that is most suitable for the learners.  
 
Education tends to be understood as focusing on outcomes, very much based on exam results rather than on process. 
This notion has a narrow educational purpose as the learning process is an exploration of knowledge. The learning 
process, which occurs in museums, varied. Educators and psychologists have listed a variety of approaches that may 
be used to deliver and support lessons in museums. Similar to other methods of teaching, those involved in the 
teaching and learning process must at least have a basic teaching skill supported by educational psychological 
theories before they can deliver an effective lesson to young children (Falk, 1999).  
 
Learning in the classroom is very different than in the museum. Museum-learning requires the consideration of the 
unique qualities of museum environment. One of the obvious differences is the freedom that children experience in 
walking and looking at the displays. Therefore, the setting and arrangement of the museum have to be appropriate to 
the needs of the visitors. The architecture of the museum, the arrangement of the galleries, the style of signage 
welcoming visitors (or the lack of orienting devices), the composition of staff; all contribute to communicating 
PXVHXPV¶HGXFDWLRQDOSROLF\ (Hein, 2002). 
 
The process of learning through objects is exciting and fun because it is participatory, taking the learners in so many 
directions. Objects in museum collections embody the ideas and value of past social formations (Eilean Hooper-
Greenhill, 2002) Therefore, it may stimulate questions about narrative background of the objects and lead to more 
questions about the objects.  
 
Theorists believe that learning in the museums could facilitate for more meaningful learning as the artefacts may 
have connection with the background of the visitors. Furthermore, audience normally finds the visual narrative 
presented during the tour accessible and enjoyable, and also equally concerned about the content of the discourse. 
Objects were perceived as sources of knowledge, as parts of the real world that symbolize significant meaning to the 
visitors (Eilean  Hooper-Greenhill, 1994b). 
4. Methods 
To achieve the stated objectives, multiple methods are employed as primary data collection. The use of multiple 
methods for data collection is to strengthen the case study within the qualitative paradigm as well as to facilitate the 
process of data validation. Multiple methods, according to (Burns, 2000), have become a major strength of the case 
study research. It allows for triangulation through converging lines of inquiry, improving the reliability and validity 
of the data and findings. The roles of triangulation is to increase the researcher`s confidence so that findings may be 
better imparted to the audience and to lessen recourse to the assertion insight (Fielding & Fielding, 1987). The study 
utilizes several series of interviews, observations as well as document analysis to tap into the required information. 
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 Interviews 
Hence, data is collected via interviews, teaching observations and document analysis. A series of semi-structured 
interviews are used in this study. It enables the participants to describe their situation and interpret the issue 
investigated in their own terms (Burns, 2000). The purpose of the interview is to gather a broad range of views and 
input on education programs and interviewees¶ experiences. Two groups of participants are involved in this 
interviewing session. The first group consists of gallery officials such as the education manager, gallery executives 
and other personnel to obtain input about managerial, planning and the process of implementing the education 
programs. Meanwhile, the second group consists of gallery educators in relation to their experience in conducting 
and participating in education activities. This data will shed greater insights in looking at the key success of 
education programs and how this needs of school, teachers, students and curriculum.   
Teaching Observations 
Teaching observations are also utilized as a method of data collection.  It allows for information about materials and 
environment, social behaviourr of a group or individual to be collected.  The purpose of observation method in this 
study is to explore the natural setting of education programs and activities specifically lessons conducted in those 
two organizations. The researcher stands as a non-participant in the observation process and this direct observation 
data provides clearer picture as well as enhance the understanding of it within the real life-context. Non-participant 
observation involves merely watching what is happening and recording events on the spot (Burns, 2000).Burns add 
further that   the strength of using observation as data collection is that they make it possible to record behaviour as 
it occurs. 
Document Analysis 
A number of documents such as administrative reports, budget reports, photographs, annual report, policy 
documents, strategic plan, organizational chart and mission statement are examined for this study. The document 
analysis complements the data collected through interviews and observations and can directly assist in the 
triangulation process. A log book is used during the study as record keeping.   
 
The data retrieved from a document study provides background and additional information about the organization.   
,WDOVRVDYHVUHVHDUFKHU¶VWLPHDQGH[SHQVHs because documents are textual and can be assessed by researcher at his 
own time. The disadvantages of using documents as data collection is the possibility that the documents needed are 
confidential and not accessible. It is important to keep in mind that the documents and records should be viewed 
only as information from another source or stakeholder that has no legitimacy or truth value than any other 
stakeholder in the process of review and analysis.   
Ethical issues 
Ethical considerations are significant and crucial in conducting the study. The establishment of ethical regulation in 
research is mainly to value human life and rights of the individual as well as create awareness to researcher. In 
social science research the ethical problems in research is likely to happen as the nature of the study involves human 
contacts.   
 
In explaining the importance of code of conduct in research, Punch (1986) states that research ethics generally 
employed to prohibit violations of people`s right to privacy, confidentiality and freedom from exploitation. 
Considering that ethic in research is central issue in conducting research, a research ethic framework must be 
developed to determine the do`VDQGGRQ¶WVDVSHFWLQWKLVVWXG\ 
 
Issues in relation with ethics such as recording images, photographing, interviewing etc. are addressed by providing 
a consent form which explains the purpose, information needed and background of the study. This consent form is 
XVHG LQ GDWD FROOHFWLRQ DQG LV GLVWULEXWHG IRU SDUWLFLSDQWV¶ VLJQDtures. An agreement and permission are obtained 
from the participants and issues concerning data collected from the participants are verified by participants.   
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Meanwhile, permission to access and gather data for documents analysis are also obtained through formal 
application to the NGV. Information on documents classified as confidential has been determined in early discussion 
with the officials in the institution.  
The Participants 
The participants consist of gallery educators, managerial and executive levels. Four educators are interviewed and 
their teaching sessions are observed. Managers of education and public programs of NGV and executive are also 
interviewed, particularly in deriving information with regards to policy and planning behind education programs.   
 
National Gallery of Victoria 
 
NGV is the oldest and largest art gallery in Australia. It is established in 1861 and has a huge collection of visual 
works of renowned artists from all over the world. These collections of works are acquired through gifts and 
donations from individual of the public and is estimated at 65,000 works of various form and sizes. Amongst 
popular donors is Alfred Delton, a merchant who donated two million Australia pounds to purchase works of art by 
many great artist such as Rembrandt, Titian, Veronese, Tiepolo and Poussin (Westbrook, 1964). Rapid growth of 
collection has urged the establishment of a new gallery and in 1965 located at Melbourne Arts Precinct of 
Southbank.  Since December 2003, NGV has operated across two sites with a branch gallery at the Federation 
Square, Melbourne. 
 
Education Programs at the NGV 
 
Education programs in NGV developed and coordinate by NGV Education and Public Programs. The department 
mission is to bring art and people together. The values of access, excellence and integrity underpin all activities at 
the gallery. Learning for life and learning through art is at the core of all education, youth and public programs. 
Innovative art gallery programs can provide significant learning experiences for young people, offering a range of 
pathways to personal and academic success and leading to positive behavioural, cognitive, social, cultural, training 
and employment outcomes (Panebianco & Komesaroff, 2005). The education function is what gives the collection 
meaning (Genoways & Ireland, 2003) and NGV offers a wide range of programs for its visitors. The structure of its 
school programs is linked to school curriculum to enhance learning for students and teachers. Huber & Johnson 
(2009) point out that in order to maintain visitors in such institution,  one of the important roles of gallery educators 
is making sure continuous attractive and interesting programs and activities. It is part of the responsibility of gallery 
educators to develop, coordinate and manage museums programs in an effort of making galleries relevant to visitors 
over a long term. Education programs in museum and gallery come in various forms and format targeted for family, 
school groups, individuals, in groups and public. For that matter, education programs in NGV are developed and 
designed by experience education program officers with close link and consultation with the State Education 
Department and other government agencies. The implementation of education programs at NGV requires 
involvement of all staff members in ensuring the success of the activities planned. Meetings are held regularly to 
address various issues, concerns and potential challenges.  
The Preliminary Findings 
At the time of writing, the results of the study have not been fully analysed.  Some preliminary results, however, can 
be reported. The effectiveness of the education programs in NGV can be closely associated to two main aspects. 
First, the quality of educational programs delivered by gallery educators; and second, efficient coordination between 
the management teams in organizing the programs. 
 
1. The quality of educational experience delivered by gallery educators 
The roles of museum and gallery educators are important in ensuring the success of education program 
(Bedford, 2003; Dobbs & Eisner, 1987). The job scope of educators in museum and gallery is to make 
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process of knowing and interpreting exhibits to be much easier to understand. Gallery educators, for 
example, assume the roles as the individuals who are capable to know how work of art should be viewed 
and interpreted (Dobbs & Eisner, 1987). Work of art presented in the galleries requires visual skills to 
understand as well as to interpret. A person who assumes roles as educators should be able to be the 
advocate of the viewer in experiencing the aesthetic values and bring meaning to the artwork. Caston 
(1980)  believes that educators can utilize objects to present more than just facts to the viewers. He argues 
that learning about objects can be educationally compelling and exciting, but learning from objects can 
stimulate even higher levels of learning. In doing so, gallery educators should hold the necessary skills in 
explaining the concepts and technical terms in artwork making and its processes as well as the history of 
art. To qualify as an educator in gallery, experience in teaching is an advantage because the delivery of 
teaching and learning requires an understanding and knowledge with respect to KRZYLVLWRUV¶ learn. 
 
1.1. Extensive Teaching background  
 
All the educators involved in the study possess teaching qualifications with a number of years of 
teaching experience either in primary or secondary school level.  All of them hold a Bachelor Degree 
in Education or Teaching with one educator JUDGXDWHGZLWKD0DVWHU¶V'HJUHHLQ(GXFDWLRQDQGZDVDQ
academic staff with the Faculty of Education, the University of Melbourne. This experience assists the 
educators in ensuring that their lessons adhere to the Victorian Education Learning Standards (VELS) 
and the State Curriculum.  They also align their teaching with the current teaching pedagogies 
promoted by the Department of Education (Victoria). 
 
1.2. Pedagogical Approaches 
 
NGV educators use a number of approaches in their teaching.  Student-centred approach is widely 
employed and communication is open.  Communication in the context of teaching and learning leads 
to cognitive process, which requires reasoning and digestion of information.  According to Greenhill 
(2002), the process of interaction between objects and people is a process of communication. 
 
The educators generally operate under constructivist theory, particularly the student-centred approach.  
One educator, however, uses a combination of teacher-centred and student-centred approaches in most 
of her teaching sessions.  She finds that students need to be guided with information at the initial stage 
of the teaching before they could independently construct meaning for themselves.  Therefore, she 
finds it difficult to work within constructivist approach specifically and the inquiry approach entirely.  
She would normally start the session by imparting specific information and by asking questions and 
offering information before students can engage in a more independent learning. 
 
There is also an emphasis on process-based approach and one educator places an equal importance on 
both the process and product-based approaches.  She focuses on students¶ OHDUQLQJ SURFHVV LQ KHU
teaching but also believes that students leave the gallery happier if they manage to produce something. 
 
All these educators use object-based learning approach to a certain extend and operate within the 
constructivist realm.  One of the educators emphasizes the increasing relevance of object-based 
learning particularly when almost everything is accessible online.  Galleries present unique opportunity 
for the students to look at real objects and appreciate its details. 
 
1.3. Teaching Strategies 
 
1*9HGXFDWRUVEHOLHYHWKDWVWXGHQWV¶UHVSRQVHVDUHYDOXHGDQGDSSUHFLDWHGSDUWLFXODUO\LQGHYHORSLQJ
their thinking skills as well as an encouragement to the effort made in the discussions.  Greenhill 
(2002), in responding to a successful education programs in museum, stresses that it should enable 
learners to feel valued as individuals, and both encouraged and stretched as learners.  Questioning 
strategies are used to stimulate the cognitive process by asking the students to reveal the details 
students see in the artwork.  If the students depict strange or unfamiliar objects or items, discussion 
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would lead to more questions, WKDW OHDGV WR RWKHU LVVXHV  'XULQJ WKH UHVHDUFKHU¶V REVHUYDWLRQ WKH
session run are found to be highly interactive.  Students questions about the artworks are highly valued 
and the response provided by the educators are not treated in light of them being right or wrong. 
 
2QHRIWKHHGXFDWRUVHPSOR\VWKHXVHRIµYLVXDODQDO\VLV¶6KHZRXOGDOZD\VPRGHO the first work, a 
three to four-step process known as a prolong observation.  Using this approach, her questioning is 
multilevel.  First it is directed to what the students can see and observe (picking up the obvious).  
Second involves more details asking about detailed information about the painting, and the 
relationships that they can see between the people and object.  Third involves the interpretation of 
meaning and how the students justify their opinions. 
 
Other strategies utilized are the use of narratives, mystery bags, quotations and using different spaces 
in the gallery. 
 
1.4. Tailor-made programs  
 
Museums and galleries can offer a range of opportunities for formal and informal learning, active 
participation or observation, structured long term courses or single memorable occasions. Education 
programs in NGV can be structured through negotiated approach. This is an approach where teacher 
and NGV educators discuss on the content to be delivered during the educational session. The 
educators and teacher develop the content based on the topic offered by NGV as well as a follow-up 
topic from school. They then do a follow up discussion via phone call or email to further negotiate the 
direction of the activities. This flexibility is one of the strengths of its education programs. 
 
2. Management of education programs  
 
Managing education programs in cultural institutions requires support from personnel and administrative 
staff. Without a proper management, it is difficult for museums and galleries to maintain collections, 
develop and implement education programs as well as in providing services to the public. According to 
Edson and Dean (1994), a reflection of a high level social development, to operate and functioning properly 
it is essential to entail personnel and managers from variety of backgrounds with reliable mixture of 
experiences. Various departments and units are established for smooth operation of the museum and one of 
the important units is the Education Unit. This unit is completely different from other units in the museum 
and gallery because it deals with immense education component (Huber & Johnson, 2009). Education 
division in museum holds the responsibility of educating and connecting public with museum collection 
through educational programs. One of the crucial tasks of Education Unit is offering unique learning 
experience and to make collection in gallery accessible to all visitors. Genoways and Ireland (2003) include 
that programs offered by the Education Unit physically, emotionally and intellectually, connecting 
collection to audience. The operation of education programs for public in NGV is under the responsibility 
of the Education and Public Programs. Among other significant findings on the implementation of 
education programs at the NGV is efficient coordination among the staff.  This unit also operates the 
booking of the education programs, managed by a special officer.  
 
2.1. NGV School programs are made via booking system online 
 
Internet has been used as a new alternative to reach a wider audience. This technological tool provides 
new outlook in designing education programs, allowing for the collections in galleries to be accessed 
via internet, including its education activities. For those who are unable to attend gallery programs, 
internet provides alternative information. Internet and web provide unlimited connection to other 
sources making it suitable for learning, specifically in historical and cultural sites (Grove, 2009). 
Today, internet has become a necessity to most museums and galleries in the world, particularly in 
meeting its marketing and promotional agendas. Education programs in the NGV, for example, are 
advertised online at least six months prior. The web applications are made sure to contain information 
that appropriately targets the needs of the school curriculum and syllabus, as well as containing most 
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recent updates on activities and exhibitions. In doing so, it provides the teachers with the flexibility of 
time to plan their trips and to select programs and activities that best suit their VWXGHQWV¶QHHGV 
  
 
2.2. Schedule for educators 
 
NGV educators refer to a schedule in identifying their teaching sessions, and this schedule is arranged 
according to their area of expertise. Educators and the teacher communicate to discuss and decide the 
teaching content to be delivered in the session. The schedules given to the educators contain basic 
information such as the number of students, school name and district, and subject components related 
to the teaching session. This information is provided by the booking team to assist the educators in 
preparing for the sessions. 
 
2.3. Facilities  
 
Facilities are an important aspect for effective education programs in museum and gallery. An 
adequate facility helps educators to teach manage their time more effectively. My observation on NGV 
education programs indicated that facilities provided by the gallery administration are virtuous. School 
programs at NGV are provided with a school entrance to enter with a desk officer assigned to assist. 
Teachers are directed to organize their booking payment with the officer in charge of the day as well as 
helping the school group to settle down. NGV is also providing storage facilities for students and 
teachers to keep their bags and belonging in a special storage facility. These belongings will be safe 
guarded by the NGV security team.  
 
Learning in museum and gallery are entirely different from ordinary classroom, informal and most of 
the session conducted in gallery spaces in which exhibits area utilize as location for classrooms. Even 
though the teaching mode is informal, students are expected to concentrate and focus on the content 
delivered by the educators. Considering this as one of the important aspects in learning the school 
groups are provided with portable folded chair to be used within the gallery. This chair can be carried 
easily by students and educators to organize their session.  This also helps in the note-taking process. 
Classrooms are also available in the gallery.  . However they are usually used for older audience for a 
more formal purpose, such as WHDFKHUV¶ SURIHVVLRQDO development courses and occasions such as art 
workshop.  
Conclusion 
The succesfull implementation of education programs in NGV is driven by proper planning of its education and 
public program team. The findings from the study suggest that the quality of the personnel and qualified 
expertise are one of the key factors in order to implement effective education programs. NGV has in place 
structured and well-organized programs with effective coordination of its interrelated units.  The gallery 
embraces visitor-centred approach in throughout education programs in ensuring that the benefits made 
available to the public is maximized.  
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